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Dear Mr, Devine:

We have completed a survey of the administration and operations
of a2 New England project to fight organized crime. The project was
funded by a Law Enforcement-Assistance Administration (LEAA) discre~
tiomary grant (70-DF-044) of $598,430 to the Massachusetts State
planning agency (SPA) in May 1970 for the development of a prototype
model of the New England Organized Crime Intelligence System (NEOCIS),
In February 1972 another discretionary grant €72-DF-0015) for $609,335
was made to continue the project.

The objective of .the projest #s to demonstrate what a regional
organization can accompliish in gathering, evaluating, and dissemi-—
rating intelligence data and in generating comprehensive strategies
to combat organized crime activity,

Our survey was performed at NEOCIS headquarters, Wellesley Hills,
Massachusetts, the LEAA Regional Office, Boston, Massachusetts; and
the Massachusetts SPA, Boston, Massachusetts. We interviewed offi-
cials in the offices of the Attorneys General and Departments of State
Police or Public Safety in the six New England States, and the
Attorney-in-Charge of the New England Strike Force, U.S. Department of
Justice.

Because this planned 3-year project was still in the first year
of cperation at the time of our survey, and because LEAA had awarded
8; contract to a consultant to perform a comprehensive evaluation of the
project, we limited our survey to a review of present operations and
plans for the future.

The intelligence gathering, evaluation, and dissemination func-
tzons generally are progressing satisfactorily. We noted certain
areas, hosever, where we believe 1mprovements can be made. In some
instances NEOCIS has inxtiatec correciive action, Our observations
have been discussed with officials of NEOCIS, the LEAA Boston Regional
Office, and your headcusrters staff and are presented below for the

corrective action you may wish to take,
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BEST DOCUMENT AVAILABLE

IMERPOVEMENT NEEDED IN NEOCIS OPERATIONS

s

LTertain improverents 1n NEOCIS operations should be made to
(L} =nsure greater protection for the individual's raght to pravacy
and #he security of records, (2) provide NEOCIS with available State
and Bocal intelligence information to minimize duplication of col-
lection activities, and (3) provide a formal liaison between NEOCIS
ancE %the Federal Strihe Force to facilitate exchange of information.

. -

Proptection of individual privacy

and wecords security

‘Certain administrative procedures
shonrld be formalized

We examined the admimistrative files of HEOCIS and noted very
litxdp documentation of procedures in effect to provide for the inda-
vidmalts right of privacy and to-assure the security of records. We
alaw examined- the NEOCIS grant application, rules, regulations, and
internal office procedures and found that they did not adequately
docezmment the procedures for these matters. The NEOCIS Deputy Director
of Emtelligence described the measures taken by NEOCIS to protect the
indiwidual's rignt of privacy and assure the security of records but
mosik of these measures were not documented at the time of our survey.

A NEOCIS official advised us that security reasures would com
prims a chapter of the operating manual which was being written. The
opexmating manual should alsc contain the procedures for protecting
the Andividual®s raght of privacy.

Legal status of NEOCIS nesds to be determined

At the time of our survey, officials were not certain what legal
igﬂmities were available to protect NEOCIS intelligence records from
the subpoena powers of the courts. To correct this situation NEOCIS
offiwials were attempting to have NEOCIS designated as the Criminal
Intelligence Bureau under the Mew England State Police Compact., We
were advised that as the Criminal Intelligence Bureau, the NEOCIS
intefligence records would have the sare legal 1urunities as police
recwrds.

WNEOCIB oifficials advised us that NTOCIS would not honor a sub-
poerme and would test the ratter in court if the situation arose
Efforts should be continued to have NECCIS designated as the Criminal
Inteiidigence Bureau.
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NEDOCIS should protect indivadual . - "

-

pravacy when obtaining information

NEOCIS contacts other governmental agencieg by letter to obtain
information on the possible organized crime actaivities of individuals,
As a result an individual's right of privacy us not adequately pro-
tected because the inquiry concerning an individual can be readily
assocrated with an investigation of orgamized crime.

The NEOCIS intelligence system includes the offices of the five
New England Attorneys General who have criminal jurasdiction, and
the six Departments of State Police or Publac Safety in New England,

If NEOCIS wanted to identafy an individual from an automobaile
registration number, appropriate agencies 1in New England are contacted
directly by telephone, and agencies in States outside New England are
contacted by letter through the State Police qr intelligence umit
within the State. However, when NEOCIS sends a letter to a State
Police or intellagence unit not in New England, that agency or umt
w1ll then have a record of an ainquiry made by an organized crime intel~
ligence umit (NEOCI®) on trbe.andividual, NEOCIS could obtain the same
information through the Massachusetts Department of Public Safety
teletype system., An inquiry from the Department of Public Safety would
prevent the query from being linked with an activity monmitoring or-
ganized crime.

When possible, NEOCIS should employ the method which would best
protect the individual's right of privacy when obtaining information
from governmental agencies outside the intelligence system. NEOCIS
officials were aware of alternative methods of obtaining information
from other State agencies, and the Executive Director of NEOCLS agreed
to use these methods.

Exchanee of information vvith State and
local agencies can pe irproved
k]

Public record information should be disclosed

We were told by a NEOCIS official that NEOCIS takes measures to
protect the identity of individuals who furnish intelligence informa-
tion. However, law enforcerent agencies may wisa to verify and update
the information received from NEOCIS tefore taking action on i1t, Veri-
fication and updating would be easier 1f the source of the information
were known. UWe believe the 1dentity of inforrants snould not be
revealed, but when the source 1s a matter of puolic record i1t could be
disclosed by NEOCIS., “ost representatites of the hew England Attor-
neys General and Depart~ents of S.cate Folice or Public Safety we
contacted fawvored disclesiryg sources of inforration oy NECCLS 1f 1t 1s
part of the public record.
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The NEOCIS Executive Director agreed to disclose the sources that
are part of the public record when disseminating information to law
enforcement agencies, He advised us that, in certain cases, NEOCIS
had already done so. e

fvailable intelligence data should
- be exchanged to minimize duplication .
of NEOCIS and State efforts

- The States of Massachusetts and Rhode Island had organized crime
units in the office of the Attorneys General and/or the Departments of
State Police or Public Safety that performed intelligence functions,

The other New England States did not have such organized crime units in
their law enforcement agencies devoted entirely to organized craime, but
they did intelligence work., Officials of four of the nine State agencies
we wvisited stated that there was possibly some duplication between the
activities of NEOCIS and the State agencies 1ff the collection of intella-
gence information,

Only one.of the representatives of the State law enforcement
agencies contacted during the survey was willing to have NEOCIS perform
its entire intelligence function to avoid any possible duplication.
Officials of the nine State agencies we contacted aavised us that they
are willing to cooperate with NEOCIS and to provide the system with
intelligence ainformation. We also moted that because State law enforce-
ment agencies do some intelligence work, they may be gatbering informa-—
ticm whach 1s of wvalue to NEOCIS,

’ The NEOCIS Executive Director told us that duplication between
NEOCIS and State agencies was at a minimum, He also informed us that
duplication may be further reduced once communications between NEOCIS
and the State agencies improve, Steps should be taken to achieve
improved communications and coordination,

diaison needed between NEOCIS
.and the Strike Force

“A formal liazison between NEOCIS and the Strike Force has not been
@stablished to facilitate the exchange of information. Strike Forces
are coomprised of law enforcement agency investigators and prosecutors
who pool their talents in order to fight organized crime in a given
geographical area. Representatives of the Federal law enforcerent
agencies have been assigned to the hew Englanc Strike Force and provide
4t with -information from their respective agencies, The Strike Force
1is concerned with the violation of Federal laws vnaile NEOCIS 1is con-
coerned with State laws, Nevert! less, NCOCIS maintains an 1aformal
dinison with the Strike Force.
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Officials of seven of the State agencies favored the appointment
of a member of NEOCIS as a formal liaison with thé Strike Force., They
believed a formal liaison would facilitate exchanging information
between the two agencies. The Attorney-in-Charge®of the Straike Force
also favored the appointment of a liaison, The action necessary to
establish formal liaison between the two agencies should be taken,
NEED FOR CILOSE 1FAA LTAISON WITH -

LPROJECT OFFICIALS

-

During the first year of project operations there was only limited
contact between LEAA headquarters and project officials. LEAA head-
quarters had responsibility for momitoring the project but the file
showed no correspondence between LEAA and NEOCIS from February to
November 1971. LEAA headquarters may have had little knowledge of the
specific operations of NEOCIS, In November 1971 the monitoring respon—
sibility for the project was transferred by LEAA from headquarters to
the Boston Regional Dffice. Since then, several meetings have been
held by the Boston Regional Office with the project officials to dis—
cuss the progress of the project. b .adgation, the regional office
has designated an employee to monitor the NEOCIS project. On February 8,
1972, the Boston Regional Office awarded a discretionary grant of
$609,335 to NEOCIS for continuation of the project.

In September 1971 LEAA awarded a contract to Dunlap and Associates,
Inc,, Darien, Connecticut, to evaluate NEOCIS and 1ts operations,
reporting system, and impact on organized crime; and to develop criteria
and methods for the evaluation of organized crime intelligence systems,

We believe that the results of the consultants evaluation and the
continued monitoring of the project by the Bosten Regional Office should
enable LEAA to provide the required guidanmce and assistance for this
innovative pilot project for which LEAA has already awarded $1.2 mallion,
Because of the substantial investment thus far, and the anticipated
future funding for the third year of operations, 1t 1s important that a
close liaison exist between LEAA and project offiecials so that operations
and accomplishments can be assessed and evaluated on a continuing basis,
and LEAA can be prepared to disseminate the results of this project to
other States considering regionalized operationms.

NEED TO PLAN FUTURE FUNDING REQUIREMENTS

We found that no formal plans have been forrulated for the New England
States to take over the financirg of NEOCIS after Federal funding
terminates,
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¥e were advised by the Executive Director of NEOCIS that there
was no estimate available of the total cost to make NEOCIS a fully
operational system, As of December 31, 1971, a total of $528,374 in
Federal funds had been expended from the initial grant of $598,430,
With the award of the continuation grant for $609,335 in February 1972,
federal funds awarded now total about 51.2 million.

"°77°  The initial NEOCIS grant application approved by LEAA indicated

that the New England States should finance the project after Federal
.funding"is terminated. The Massachusetts SPA concluded that the grant
appliecation was not clear as to how the States would fund the program,
or how much would be needed, because none of the State legislatures had
provided for such funds,

We believe that the development of a plan for future funding should
begin as soon as practicable since considerations would include matters
involving the statutes of six States.

We appreciate the cooperation and courtesy extended to us by LEAA,
State, and NEOCIS employees during our survey. If you so desire, we
shall be pleased to discuss these matters further with you or your staff,

Sincerely yours,

Y~

Daniel F. Stanton
Assistant Director

¥Mr. James Devine, Assistant Administrator
Office of Criminal Justice Assistance
Law Enforcement Assistance Administration
Department of Justice
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